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ABSTRACT
THE BEST PRACTICES FOR LEADERSHIP DEVELOPME].{T
II.J MEDIUM-SIZED COMPANIES

BETH A. HANZAL
SEPTEMBER

2OO9

X Non-Thesis (ML597) Project
In the current business environment, leadership development is being recognized as an
important strategic initiative for organizations faced with the challenge of filling critical
leadership positions and ensuring their leaders have the capacity to lead their

organizations' into the future. Most of the research on leadership development has
focused on practices in large companies. The purpose of this research is to study the best
practices for leadership development in medium-sized companies.
Eleven leadership development professionals were interviewed. Those
professionals worked for companies in a variety of industries, with annual revenues
between $300 million and $2

billion. During

of

the interviews, the professionals described

their companies' leadership development prograrls. They also talked about the reasons

for offering a leadership development program, future trends in leadership development,
the strengths of their programs, their current challenges, and recommendations for
companies designing a new program.
The results show that medium-sized companies offer similar leadership
developrnent elements (mentoring, coaching, classroom training, 360-degree feedback,
and action learning) as large companies. However, due to financial constraints, mediumsized companies' programs are executed on a smaller scale than large companies.
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THE BEST PRACTICES FOR LEADERSHIP DEVELOPME].JT
IN MEDIUM.SIZED COMPANIES
Introduction
During the past decade, leadership development has become a strategic necessity
as companies have recognized how important talented leaders are to their future.

According to Carter, Ulrich, and Goldsrnith (2005), "Organizations are finding that in
order to compete, innovate, and become more effective, productive, and profitable in an

increasingly global and challenging econoffiy, the tools, techniques, and practices of
organizational development are necessary in order to harness the greal power of human

capital-both in customers and employees" (p. xvi.). Groves (2007) believes, "Any
institution that invests in the development of leaders at all levels is going to get ahead of
its competition"

(p.zal). As a result,

companies are investing in leadership development

efforts, and in 2000 it was estimated that $50 billion was spent on those initiatives
(Lockwood, 2006).
Most of the research on leadership development has been focused on large
companies. In particular, much has been written about General Electric (GE), the world's
most renowned organization in leadership development. Hansen (2008) said, "General

Electric draws universal admiration for its one billion training and development budget,
its legendary 53-acre Crotonville campus in New York, and a long list of alumni who
now lead major companies" (p. 25). Little attention has been given, however, to the
leadership development initiatives of medium-sized companies. Annual revenue
generally determines the size of a company. Leadership development professionals are
interested in learning if medium-sized companies offer the same type of leadership
development progralns as large companies. They also question whether offering similar
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programs is realistic or practical for rledium-sized companies, which lack the resources

of large companies.
The purpose of this research is to study the best practices for leadership
development in medium-sized companies. Leadership development professionals were

interviewed from 1 1 companies with revenues between $300 million and $2 billion. This
paper summarizes the findings of those interviews. It describes the components of the
leadership development programs of the 11 companies, discusses the similarities and
differences among those programs, highlights trends observed by the leadership
development professionals who were interviewed, and recommends the best practices for
leadership development in medium-sized companies.
The significance of this study is that it will help medium-sized companies gain a
better understanding of the best practices of companies with sirnilar revenues and
available program funding. Since mediurn-sized companies have less financial capital
than large companies to invest in leadership developrnent programs, designing and

irnplementing programs based on a large-company infrastructure may not be practical.

"}

J

Literature Review
Introduction
This literature review summarizes the research done on leadership
development. First, leadership and leadership development is defined and then the
importance of leadership development is discussed. Third, the little research that has
been conducted on company size and leadership development is examined. The last
section of this review focuses on the best practices of leadership development in U.S.

organizations.
Leadership Defined

What does leadership mean? In the literature of the last decade, a variety of
definitions have been given. Tubbs and Schulz (2005) define Ieadership as influencing
others to accomplish organizational goals. Kort (2008) defines leadership to be one
person (the leader) getting other people (the followers) to do something. He also says,

"Leadership is the ability to impress the will of the leader on those led and induce
obedience, respect, loyalty, and cooperation. Leadership is an influenced relationship

between leaders and followers who intend real changes that reflect their mutual purposes"

fu. 410). Joss defined leadership as the complete responsibility for an organization's
well-being and growth, emphasizing that complete responsibility is not partial or shoftterm (Nelson,2008). Williarn Bennis (1989) believes leaders tend to have three common
characteristics: they establish a guiding vision, have passion, and act with integrity.
Is there a difference between leaders and managers? According to Boaden

(2006), a distinction between "leadership" and "management" has often been raised in
the literature. Lockwood (2006) said, "The difference between leadership and
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management is that managers control and solve problems whereas leaders motivate and

inspire"

(p.A2)

Ross (2008) believes the difference between leaders and managers is

that leaders push through bariers, take risks, and seek to get the organization outside its

comfort zone, whereas managers are maintainers, seeking to strengthen and support the
systems and routines needed to keep the organization steady and focused. John Kotter

(2001) proposes that managers and leaders are different because managers promote

stability while leaders push for change. It is his belief that organizations need both
managers and leaders to survive in a changing

world. Zaleznrk (1977)

argues that

managers support process, seek stability, and resolve problems quickly while leaders
accept chaos and lack of structure, and may delay closure to an issue so they are able to
understand

it more fuIly.
Leadership Dettelopntent Defined

According to Leskiw and Singh (2007), "Leadership development can be
interpreted as system-wide social and cultural processes that enable individual employees
and managers to grow" (p.

453). Leadership development programs focus on irnproving

an individual's knowledge, skills, and abilities so performance

will improve. Hart,

Conklin, and Allen (2008) define leadership development as a process of expanding an
organization's capacity to generate leadership potential within the organization to achieve
organizational goals. Collins and Holton (2004) define leadership development to be

"every form of growth or stage of development in the life cycle that promotes,
encourages, and assists the expansion of knowledge and expertise required to optimize

one's leadership potential and performance" (p. 218). Finally, Lockwood (2006) defines
leadership development to be formal and informal training and professional development
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programs designed for employees to assist in developing the required leadership skills
and styles to deal with a variety of situations.

Importartce of Leaderslrip Development for Organizations
The literature reveals many reasons organizations should offer leadership
development progralns to their employees. According to Buus (2005), "Human
Resources (HR) and development professionals have asserted for many years that

leadership development is a key driver of corporate success. Management is not only
starting to listen to this assertion but it is starting to take action and participate, invest,
and make leadership development a corporate
states that the reasons

priority" (p. 185). Ladyshewsky (2007)

for investing in leadership development are to enhance the quality

of work life within the organization, and to enhance the efficiency, effectiveness and

productivity for the company.
Organizations also suppofi leadership development initiatives because it is critical
that leaders do not

fail. A recent Development Dimensions International survey found

that more than one-third of all new leaders fail (Ketter,2009). According to
Development Dimensions Intetnational (2009), "Leaders report that the primary reason
leaders

fail is due to a lack of leadership skills (such as facilitating change, building

a

team, coaching) and interpersonal skills (such as building relationships, networking,

communication)" (p. 10).
Another reason a company should invest in leadership development initiatives is
to improve financial perfoffnance. According to Collins and Holton (2004), the
leadership development literature indicates that significant financial benefits occur for
organizations that emphasize training and development. Leskiw and Singh (2007)
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confirrn a growing body of empirical evidence suggests that strategic human resout'ces
(HR) management practices are associated with increased finn performance. Hayes
(2007) reports that research has identified a link between strong leadership and increased
customer satisfaction and increased revenues.

In a study of more than 100 large U.S. companies, Hewitt Associates found that

all organizations which perfonn in the 75tl'percentile or higher in total shareholder return
consistently use a formal approach to identify and develop those with high potential as
leaders (Zielinski, 2006). Hewitt consultants report that their study proves a clear link

between investing in high potential leaders and delivering strong results for shareholders
(Anonyrnous, 2004). A study conducted by Development Dimensions International
(2005-2006) reveals that organizations which have high-quality leadership development
programs and formal succession plans have superior business performance. Those
companies were 19% more

likely to outperfonn the competition in overall financial

performance, 20% more likely to outperform the competition in productivity, 15% more

likely to outperfonn the competition in product/service quality, and l0% more likely to
outperform the competition in customer satisfaction. Those companies were also l7%
more likely than their competitors to retain quality employees. In another study, 20 out

of 375 U.S. companies were found to be the most effective at leadership development.
Of these top companies, l3%perfonned at the 75tl'percentile or higher in total
shareholder return (Lockwood, 2006). These studies demonstrate that an organization
can develop a competitive advantage by investing in and developing their leaders.

The experience of GE, typically a Fartune 500 top perfomrer, that has a
reputation for investing in a superior leadership development program for high potentials,
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bears out the relationship between leadership development and strong financial

performance. According to a Harvard Business School study, GE-trained executives
produce better financial results than their competitors. That study of 20 GE-trained
executives poached by other companies between 1989 and 2001, found that 17 produced
an instant spike in increasing the colnpany's stock price, with an average gain of $1.1

billion across the group (Hansen, 2008).
Another reason organrzations invest in leadership development programs is to
eliminate or lessen gaps in their leadership pipelines. According to Lamoureux (2008),
"The top drivers for leadership development are to improve internal candidate pools,
reduce skill Baps, grow leaders more quickly, and drive growth. Organizations now see
leadership development as a vital function to keep the pipeline filled" (p.
(2008) reports that

1l).

Hammett

near\ 9A% of executives surveyed from around the world rated

leadership as the most important factor in global growth. Because of that growth, some

of the best employers are having difficulty building their leadership pipeline, with 50% of
companies reporting a significant shortage of available leaders. It will be critical for
organizations to become strategic and creative in developing and retaining their leaders.

Miller and Desmarais (2007) state, " In the contemporary workplace, talent must

be

viewed as a critical resource that needs to be managed effectively" (p. 37).
In summary, the literature shows that leadership development is a key factor in
contributing to the success of an organization. Studies illustrate that leadership
development efforts

will

create strong leaders who are able to increase the financial

performance of a company. Additionally, leadership development programs
decrease the talent shortage

will

by closing the gaps in the leadership pipeline, improve
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employee satisfaction and retention by meeting developmental expectations, and create

a

competitive advantage for an organization that is difficult to replicate.
Contparry Size and Leadership Development

All the organizations recognized

each year in the Top 20 Contpaniesfor Leaders,

co-sponsored by the Huy Group and Cltief Executit)e, are Fortune 500 companies.

Typically, most of those large, best-practice arganizations have more capital to invest in
leadership development initiatives than small and rnedium-sized organizations,

Lockwood (2006) states, "In general, large organizations use leadership training (88%)
and development planning ('79%) more than medium-sized (81% and76%, respectively)
and small organizations (5A% and 57o/o)"(p. .46).

Although companies of all sizes need to develop leaders, the money that some
Fortune 500 companies invest in leadership development programs may not be costeffective for small and medium-sized companies. In this literature review, no articles
we e found that focused solely on the leadership development efforts of mediurn-sized

companies. Leskiw and Singh (2007) report there is not rnuch research pertaining to the
differences in leadership development initiatives between different-sized organizations.
They believe that small organizations need to develop leaders like large cornpanies, and
since smaller companies typically require employees to perform broader roles, the

requirement for leadership throughout the organization is accentuated.

I
Leadership Development Best Practices
Introduction

A review of the best practices for leadership development shows no single way to
manage

it effectively. The literature reveals a variety of practices utilized by

organTzations that have been successful. Lockwood (2006) states that 80%

of

organtzations use a number of initiatives such as action learning, coaching, and

mentoring, to develop future leaders. Bersin (2006) supports a blended learning
approach, which is defined as combining instructional methods, because

it gives potential

leaders a variety of different learning experiences and makes the most efficient use

of

their tirne. Additionally, leadership development initiatives should ernphasize
experience-based assignments, such as on-the-job activities, project assignments, job

rotations, global assignments, profit-and-loss responsibility, and team-based activities.
Seventy percent of lear:ning is derived from those types of activities, while 20o/o occurs

from interaction with others, and about 10% comes from formal training (Lamoureux,
2008).

According to Leskiw and Singh (2007), there are six areas of importance when
developing a best-practice leadership development program: conducting a thorough needs
assessment, selecting a suitable audience, designing an appropriate infrastructure to

supporl the initiative, designing and implementing an entire learning system, evaluating
the systert, and taking action to reward success and improve deficiencies. Each of those

six areas will be discussed below.

l0
Needs Assessruent

The literature indicates that best-practice organizations conduct a needs
assessment before designing and irnplementing a successful leadership development

program. When conducting a needs assessment, an or9antzation will typically hire an
external consultant to facilitate various exercises with a cross-section of potential

participants and key stakeholders to determine their critical business and leadership
needs. Leskiw and Singh (2007) believe that assessment should have two parts. First, an
organization needs to develop some clear objectives for the program that ensure the
leadership development program is linked to the organization's overall business strategy.
Second, an organization must identifii the competencies of effective leadership and

review the gaps of its curuent leaders when compared to those cornpetencies.
The strategy of the organtzation

will detennine the focus of the leadership

development program and define what competencies are critical for its leaders. Bestpractice companies focus on having the anticipated leadership cornpetencies meet future
business needs. Locke and Tarantino (2006) state,

"Many organizations take a tactical

rather than a strategic approach to leadership development. When they do, leadership
development reacts to shortcornings in current practice rather than to developing leaders

to meet future needs"

(p

54)

Leskiw and Singh (2007) believe that a needs assessrrent should continuously
occur because leadership capacity may change as the business progresses. Miller and
Desmaris (2007) reach a sirnilar conclusion: "Since organizational strategies and
objectives evolve over time, we recolnmend that conversations concerning leadershipdevelopment programs becolxe a part of an ongoing organtzational process to ensure

ll
continuous alignrnent between human resources and organizational strategic needs and

goals" (p 39). Executives need to participate in those discussions because they are aware
of how the organizational strategy is changing.
Leadership development programs may not be successful unless human
resource professionals and senior lnanagement define specific program goals that are

identified in the needs assessment. Moore (2004) identifies some common leadershipdevelopment goals that organizations have created to target specific business goals,

including the following: building bench-strength in leadership talent, using leadership to
transfonn the business, helping leaders become more effective, and helping leaders
through critical career transitions.
Audience Selection

Another key step in the process of developing a best-practice leadershipdevelopment program is to select the appropriate employees. Companies have widely

different ideas, however, about which employees should be selected. Leskiw and Singh
(2007) point out, "Best practice organizations do not necessarily select the same level,

position, or type of employee as the target of leadership developrnent" (p. aa9). They go
on to say that high-performance organizations promote the use of leadership skills at all

levels of the organization. Some companies offer a broad leadership program to all
employees and invest in a more intense and costly program for their high-potential
employees.

Selection processes for high-potential employees need to be developed and based
on clear and objective criteria. Leskiw and Singh (2007) asseft that the selection of an
employee should be based on more than just a nomination from a manager. They suggest

LibrarY
Augsburg Coltege

12

that a high-potential employee is, o'someone who has the capability to advance to one of
the following: a critical position; a higher level of responsibility; and a higher level

of

technical proficiency" fu. a50). Best-practice organizations carefully select their high-

potential employees and senior executives participate in the selection process.
Infrastructure
The literature demonstrates that an organization's leadership development

initiatives must have the visible support of the CEO and the senior management team to
be successful. Leskiw and Singh (2007) state, "The accountability for developing leaders

must be shared among the CEO and executive staff,, the leadership developrnent staff,

line managers, and employees. It cannot be perceived as another HR program" (p. 452).
According to Groves (2007), "It is the principle job of a leader to help develop the next
generation of leaders. Unfortunately, many companies do not build good leadership
pipelines because their leaders don't do the teaching of their own managers" (p. 241). He
also reports that research on leading companies supports the idea that managers must play
an active role in developing a company's future leaders through teaching experiences

with high potential employees. Lamoureux (2008) reports that 83% of cornpanies with
strong executive engagement have effective leadership development programs because
the executive team is actively involved in defining leadership competencies, developing a
leadership strategy, and identifying and approving participants.
The senior management team must go well beyond gratuitous support

of

leadership development by teaching courses and workshops, facilitating action learning
projects, and engaging direct reports in regular discussions of high-potential employees

(Groves,2007). Groves notes that GE's CEO, Immelt, believes that the most important
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core competency of a GE leader is to be a teacher. Bucklew, GE's manager of executive

development, reports that Immelt, backs up his words with action, spending 30% of his

time on leadership development (Hansen, 2008). Holstein (2005) writes that Proctor and
Gamble's (P&G) CEO, Lafley, spends a third to a half of his time on leadership
development. Lafley states, "Nothing I do will have a more enduring impact on P&G's
long-term success than helping to develop other leaders" (p. 25).
In addition to having executives participate in leadership development initiatives,
the best-practice companies have cultures that value learning and development. Those

companies create cultures that encourage ernployees to improve their skills, knowledge,
and abilities on a continuous basis. Leskiw and Singh (2007) assert that the acceptance

of feedback must be incorporated into the culture. Executives need to emphasize to
employees that by reflecting and acting upon the feedback of psers, direct reports,
customers, and managers, they

will develop their skills and knowledge.

Leaders ltip Development Methods

Best-practice organizations use a variety of activities to develop their targeted
employees who have potential including 360-degree feedback, coaching, mentoring,

action learning, classroom training, and job rotation/assignments. Leskiw and Singh
(2007) report, "Best-practice organizations utilize a number of techniques to provide a
comprehensive offering to potential leaders over an extended period of time" (p. a57).

In addition to using those key elements, best-practice organizations develop leadership
competencies that align with their business strategies and implement succession-planning
processes.
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According to Leskiw and Singh (2007), the trend is to create learning systems,
which provide developmental opportunities, developmental relationships, and
developmental feedback systems. They advise that in selecting which leadership
development techniques to use, a company should be guided by an attempt to increase the
defined leadership competencies, reinforce corporate values, and incorporate strategy.

A 360-degree assesslxent is the process of

assessing the competence of an

employee from the perspectives of the individuals around him or her: supervisors, peers,
and direct reports. It is a tool that can provide great insight and multiple perspectives

of

an employee's behavior. The first step in a 360-degree assessment is to have the

employee and the individuals around him or her complete a questionnaire, The responses

of the parlicipants are kept confidential and evaluated by a third party vendor.

Typically, the employee is assessed against identified leadership competencies.
Feedback from the 360-degree assessments is given to employees so they can use

it to

create development plans for themselves. Lamoureux (2008) states, "Assessments help
leaders to understand individual differences, uncover new ways to work, understand

others' perceptions of their style, and gain insight into behaviors that drive performance"

(p. 1l). A 360-degree assessment also helps an employee understand the requirements
for future leadership roles.
The 360-degree assessment usually encourages an employee to reflect on and
analyze his or her behavior. Leskiw and Singh (2007) believe that feedback sessions in

this process should focus on strengths and recognition and provide constructive
suggestions for improvement. They also argue that a 360-degree feedback system should

not be used in isolation because its effectiveness is affected by the culture. A 360-degree
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assessment system succeeds

in a culture that values feedback. Leskiw and Singh (2007)

report that 3M added a 360-degree program and found it added tremendous value to its
leadership development program. They also cite a study which found that the

combination of 360-degree feedback and individual coaching could increase leadership
effectiveness up to 60%.
High-performance coaching is another leadership development element and it
consists of a series of structured one-on-one meetings between a coach and an employee

with the goal of improving perfonnance. Typically, the leadership abilities of an
employee will be enhanced with this one-on-one learning. The coach works with the
ernployee in a safe and candid environment to identify strengths and weaknesses after
360-degree assessment, and they

jointly

a

create a customized development plan

(Assessment Associates International, 2009). As Nyman and Thach (2009) describe,

"The coach provides career guidance and identifies development opportunities such

as

relevant readings, interaction tips, key work assignments, and possibly additional

training" (p. 19).
According to Assesstnent Associates International (2009), the benefits of
coaching are enhancing the perforrnance of individuals and organizations, developing the

capability for emerging leadership needs, unlocking the potential of underutilized
employees, improving skills that

will benefit ernployees, identifying

and overcoming

"blind spots", and increasing the potential for achieving business goals. Nyman and
Thach (2009) report that a study by Manchester Inc. indicates coaching has a return of six
times its investment.
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Mentoring is a leadership development element that is common in many
leadership development programs. Hernez-Broome and Hughes (2004) define mentoring
as a committed and long-tenn relationship in which a senior person supports the personal

and professional development of

a

junior person. It may be a formal program or a much

lnore informal process. Best-practice organizations look fbr ways to formalize mentoring
relationships that focus on career discussions, assessment of strengths and areas

of

improvement, and development of leadership competencies. Groves (2007) states,
"Research on mentoring relationships provides strong evidence that employees with
mentors are much more likely to experience a range of positive outcomes including
enhanced job performance, greater promotions and compensation, organizational

commitment and job satisfaction, personal learning, and reduced turnover intentions" (p.

244). Miller and Desmarais (2007) repofi that

a recent

studyby Coryorate Leadership

Council indicates that approximately 25-30Yo of organizations have formal mentoring
programs.

Kram (2008) believes that the world of work has become too complicated for one

individual to provide all the guidance and opportunities

a person needs to manage

challenges and prepare for the future. A better approach is to create and cultivate a
development network consisting of a small group of people who offer regular mentoring
support and have a genuine interest in the person's learning and development. It is like

having a personal board of directors. Groves (2007) adds, "Multiple mentors is strongly
correlated with high promotion rates"

(p.zafl.

Another leadership development element offered to high potential employees is
action learning. Fulmer and Wagner (1999) define action learning as the use of real-time
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business issues as the basis for learning and development. Groves (2007) states, "Action

learning projects assemble a group of high-potential employees to study current business
issues and make recommendations to senior managernent" (p.

251). An exarnple is

having a group of high potentials develop an e-business strategy to generate growth.
Leskiw and Singh (2007) write about an action learning project that was implemented at
GE and involved sending high potentials to Russia to develop proposals for GE's
operation there. Action learning can range from un-facilitated learning on the job to
hi gh-impact learning proj ects,

Hernez-Broome and Hughes (2004) state that the objectives of action learning are
to deliver measurable organizational results, comrlunicate learning specific to a

particular context, and develop more general leadership skills and capabilities. Leskiw
and Singh (2007) believe that the quickest and most enduring learning occurs when high

potentials are engaged in finding real solutions to real problems through action learning.

Additionally, they argue that to manage effectively action learning, an organization must
provide challenging job rotations or access to the right types of projects within the

individual's current role, job shadowing, sabbaticals, apprenticeships, or sirnulation
EXCTCISES

Another best practice of leadership development programs is for organizations to
create leadership competencies, which are attributes that are related to enhanced

employee perfonnance and organizational success (Assessments Associates Intemational,

2009). As Fulmer and Wagner (1999) report, "Most of the best-practice organizations
have identified leadership competencies or defined the characteristics and qualities

of

successful leaders in general. Best-practice organizations also keep their competencies
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updated through internal and external research" (p.

30). In contrast to organizations that

believe in competencies, Buus (2005) argues that the days of having a fixed competency

model for an organization's leaders are over because new individuals and new strategies
are introduced all the time and leadership development needs are a "moving

target."

One

change in the business environment that has impacted leadership competencies in many

organizations is globalization. A survey of CEOs and 1 ,000 senior executives in more
than 75 companies in 28 countries highlights that global literacy is the new leadership
competency required for business success (Lockwood, 2006).
The literature is divided about whether competencies must be unique and align

with a company's specific business strategy. In the opinion of the leadership
development experls Ulrich and Srnallwood, vanilla competency models generate vanilla

leadership. For that reason, they promote having companies develop their own leadership
brand (Cowie, 2008). Other experts argue, however, that companies focus too much tirne
on defining the attributes or qualities a leader needs to be successful. Likierman (2009)
says that people

wrongly assume that exhibiting specific leadership attributes will

translate into success and that success is about results, not characteristics.
Succession planning is an activity that sometimes is confused with replacement

planning. Hammett (2008) wrttes that replacement planning occurs when an organization
ensures the maintenance of the same level and caliber of the leaders currently in

place, In

contrast, succession planning focuses on the long-term sustainability of the organization

by "filling the pipeline with high-performance people to assure that every leadership level
has the abundance of these performers to draw

from both now and in the future" (p. 5).

Succession planning addresses an organization's management growth and continuity
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needs along with the developmental needs of ernployees. The rationale for succession

planning is to create a continuous flow of the "right" candidates for management

positions. The benefits of succession planning include employee retention, smooth
management transitions, identified leadership capability, and a strategic development

of

talent. According to Fulmer and Wagner (1999), "successful leadership development is
linked to an organization's succession planning" (p. 31).
Ettaluation of Leadership Developruent htitiatives
Best-practice organizations are colnmitted to evaluating the effectiveness of their
leadership developrnent initiatives (Leskiw

& Singh,2007)" That evaluation

needs to

focus on what impact the leadership development efforts have on the organization's

ability to operate more strategically. Some of the key questions Leskiw and Singh (2007)
recommend asking are, "Is the organization better able to

fill key leadership roles when

needed? Do managers behave more strategically? Are inter company efforts more
coordinated because leaders now understand how other deparlments function"

$.

a57)7

Groves (2007) recommends evaluating the effectiveness of leadership development
practices through empirical studies that assess knowledge, behavior, and results.
Measuring the return on investment (ROI) and effectiveness of leadershipdevelopment programs is

difficult. According to the SHRM/Catalyst 2005 Ernployee

Development Survey Reporl, 78% of organizations do not analyze the ROI of leadership

training (Lockwood, 2006). The literature suggests, says Dexter and Prince (2007),
providing meaningful analysis of the impact of learning is generally more difficult where
programs focus on softer-skills such as people-management and leadership.
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Since measuring the effectiveness of leadership development efforts is not easy,

qualitative methods are more likely to be used than quantitative methods. Buus (2005)
states,

"lt is argued by some HR professionals

that the assessment of leadership

development effectiveness should be qualitative" (p. 186). Since an organization may not
be able to measure effectiveness in quantifiable terms, it can ask a question such as,

"How effective is the program in fulfilling the initial goals outlined?" The evaluation is
then focused on the outcomes the organization is looking for and on what the
organization considers a success. Buus (2005) adds that organizations should strive to
demonstrate the value of leadership development in business terms, such as, "Managers

who have attended this leadership development program have reached their performance
goals 80% more often than those who have not attended the program" (p. 186).

Although measuring the effectiveness of leadership development programs is

difficult, it is a critical step to ensure

a successful

program. Groves (2007) believes that

when organizations fail to evaluate their programs, they are robbed of the opportunity to
diagnose problem areas or needed program changes. Organizations need to determine

if

and how to evaluate a program based the resources they have available,

Managentent Accountability

for Leadership Det,elopment

The literature indicates that best-practice organizations hold managers
accountable for the development of their employees as well for their business results.

Lockwood (2006) states, "85oA of top companies hold leaders accountable for developing
others comparedto 460/o of other companies. Further, 20% or more of a leader's annual

incentive was dedicated to accountability of people development, compared with 10% of
most companies"

(p.Al1).

Pomeroy (2005) reports, "53oA of the top companies eamrark
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between 6-15% of incentive pay for leadership development versus 34o/o of other
companies that do so" (p. 21). Groves (2007) believes that incorporating leadership
development responsibilities into managerial job expectations and perfonnance appraisal

criteria are effective means of ensuring that it is a top priority among managers.
Suttunary

The literature review provides numerous reasons on why an organization should

offer a leadership development program to its employees. In addition, the literature
review indicates there is not much research pertaining to the differences in leadership
development initiatives between different-sized organizations. The literature review also
reveals that a variety of leadership development practices utilized by organizations have
been successful. The six areas of irnportance when developing a best practice leadership

development program include conducting a needs assessrrent, selecting a suitable
audience, receiving executive support, designing and irnplementing a learning system,

evaluating the system, and taking action to reward success and improve deficiencies.
Research Purpose and Questions

The purpose of this research is to study the best practices for leadership
development in mediurn-sized companies. This research examines the leadership
development practices of medium-sized companies with the intent of discovering cost

effective programs for companies of this size. This study intends to answer the following
questions:

Why do companies offer leadership development programs?
Do leadership development efforts align with company strategies?
Are progralns based on competencies?
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What are the program elements?
What are the program strengths?
What trends are leadership development professionals observing?

Do companies measure the success of their programs?
What advice do leadership development professionals have for other
companies?

Methodology
This qualitative study investigates the best practices of leadership development in
1

1

medium-sized companies. I interviewed leadership development professionals from

those companies to gain new insights about their leadership development practices.

Before I began the 11 interviews, I identified three limitations of this research study. The

first limitation is that all companies are located in the same geographic area. Second, the
sample size

of

1

1 companies

is small. Third, due to time constraints, only leadership

development professionals would be interviewed. However, the value of conducting this
study is that there is little or no research that focuses exclusively on the best practices

of

medium-sized companies.
Sample

The first step in this research study was to define a medium-sized company.
Revenue was selected as the appropriate criterion, because

it is commonly used to

detennine company size and it is easily retrieved. For this study, medium-sized
companies were chosen that had fiscal 2008 revenues ranging from $300

billion.

million to

$2

4.1

/-J

All of the 11 companies studied have headquarters in Minnesota. Three of the
companies were selested from a listing of the 18tl'Annual Star Tribune 100, dated April

19,2009, because their 2008 revenues met the researcher's criteria. Those three
companies manufactured durable goods. Additionally, the owner of HR Connection, a
human resources networking organization in Minneapolis, recommended

l2

cornpanies

that met the revenue criteria. However, not all of those companies were willing to

participate. The cornpanies selected for this study were from a variety of industries,
including fitness, telecommunications, property management, construction, staffing, and
industrial goods.
Not only are the selected companies in a variety of industries, but they also are a

mix of private and public companies. Some of the companies have global operations,
whereas others have U.S. operations

only. Through the interviews, it became

apparent

that some of these selected companies are centralized and others are decentralized.

Moreover, some of these companies have had leadership development prografirs for quite
a few years, whereas others have

just initiated programs in just the last few years. Fifteen

companies were contacted, and four declined to participate. Thus, 1 1 participants were

interviewed.
Measurentent
Research data for this qualitative study were collected through face-to face

interviews with leadership development professionals. Prior to collecting data, I received

approval #2009-29-3 from the Augsburg College Institutional Review Board (IRB).
From those interviews, I measured the leadership development practices of 1 1 mediumsized companies.
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Data Collection
After identifying medium-sized companies, I contacted the leadership
development professionals in those companies to request interviews. Those professionals
were generally at a manager or director level, but one of thern was a vice president. I
described the research purpose and process and explained that the interviews would
remain confidential and that the identities of the companies and professionals would not
be revealed in the paper. Before I met with the leadership developrnent professionals

who consented to participate, I emailed the eight interview questions to them (see
Appendix A).
The interviews took place individually at the offices of nine participants, and two

took place at restaurants, at the participants' request. Each of the parlicipants were given
a consent form to read and sign before the interview began (see Appendix

B). The

questions were open-ended, and the interviews typically lasted for 90 minutes. In some

interviews, if appropriate, additional questions were asked based on the previous
responses of the participants. I took hand-written notes of each participant's responses.

The 1 1 interviews were conducted in a three-week timeframe.
Data Analysis

After completing the interviews, I created a spreadsheet listing the interview
questions and the responses from the 11 participants.

I

analyzed the data and looked for

similarities and differences among the 11 medium-sized companies. Generally, if more
than eight of the 1 1 companies had a characteristic in common, it would be classified as a

similarity. If responses to

a question varied for more than eight of the

l1 companies, it

would be classified as a difference. In addition, I reviewed my notes, and looked for

25

direct quotes from the professionals who were interviewed that provided further insight
into the findings.
Results

This section sumrnarizes the results of the 11 interviews held with leadership
development professionals and identifies the sirnilarities and differences between the 1l
medium-sized companies' leadership development progralns. There are six similarities
and six differences.

Similarities

After analyzing the data of the 1l cornpanies, six similarities were identified and

will

be discussed in this section,

C onunon

Approaclt- Pro gram

C omponents

During the interviews, the participants were asked to describe the components of
their leadership development program.

All

11 cornpanies offered multiple elements to

their ernployees. In addition, the elements they offered were similar. Formal coaching,
360-degree feedback, mentoring, classroom training, competencies, and succession

planning were the components that were tlpically utilized by the

1

I companies. The

professionals also believed that program elements needed to be selectively used for
employees based on their developmental categories and needs. For example, 360-degree

feedback and formal coaching may be selected as the two elements to offer to a high-

potential leader, whereas job rotation rnay be the appropriate developmental element
selected for a new graduate.

26

Strategy Alignntent

All

the leadership development professionals expressed that their initiatives

aligned with their companies' strategies. Growth was the strategy mentioned most often

in the interviews. Organizations are concerned that if they do not develop talent
aggressively, they will not have enough leaders to fiIl newly created positions.

Progrant Elements Most in Demand
The leadership development professionals were similar in how they responded to
the question of which program elements were requested rnost often by their customers.

Eight of the professionals replied that classroom training was the most requested element
and the other three professionals responded that 360-degree feedback was the most
requested element. Most of the leadership development professionals did not believe that

classroom training was the most effective development element. One professional said,

"Most studies show that employees learn best from actual experience or hands-on
training instead of sitting in a classroom."
Sruall StffiShoestring Budgets
The interviews revealed that the leadership development budget for 2009 at most

of the companies had been reduced because of the economic downturn. Even the
companies that did not experience a reduced budget did not have the resources to deliver
a robust

program. Additionally, most of the leadership development professionals were

looking for creative ways to be more cost-effective, including offering some services inhouse instead of using external vendors.
Some of the professionals interviewed had experienced reductions to their staff as
a result of budget

cuts. The leadership development staffs ranged between one to four
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individuals, with both a median and mean of two employees. All the professionals
interviewed expressed conceffr that they were not able to implement all their initiatives
because of lack of staff and financial resources. One respondent summed

of the professionals interviewed,

"If I had additional staff, I would

it up for many

expand our offerings

and increase the number of pafiicipants."

Passionate and Comntitted Leaders hip Det,elopment Professionals
The leadership development professionals who were interviewed were passionate
about their initiatives. Their responses made evident that they were motivated to teach
and empower others to develop employees. Additionally, they were committed to

enhancing and promoting their programs, despite the challenges of a small budget and
staff.
Rationale for Leadersltip Det,elopment Progrants
The professionals responded with similar reasons when asked for their company's
rationale for offering a leadership development program. Most respondents said that a
development program is needed to position employees to succeed in current or future

roles. They also said

a program was necessary

to develop leaders to meet the growth

objectives in their strategic plans. Nine of those interviewed responded that leadership
development programs were key to retaining leaders and high-potential employees. Eight
participants responded that another reason for offering a program is that leaders drive

financial results and enhance productivity and so developing thern is critical. Seven of
the respondents were concerned about a future talent shortage and were rnotivated to

develop employees to meet future leadership roles. One leadership development
professional commented,

"I think best-practice organtzations develop their

leaders rather
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than recruit them from other companies because a company's unique culture is critical to
coirtinued success."

Dffirences
After analyzing the data of the

1

I companies, six differences

were identified and

will be discussed in this section.
Exe cutit, e C omntitntent

The leadership development professionals a1l expressed the view that executive

commitment was critical to the success of the program. The level of executive support
varied from company to company. However, the programs that received full
commitment from their senior management were successful at implementing various
elements. Other programs with less support struggled to achieve positive outcomes.
Executive involvement ranged from participating in a few succession-planning sessions

to facilitating action learning projects and mentoring high potentials. One professional
said,

"lt is so irnporlant for senior Ieaders to be involved in developing

employees

because they provide insights into the unwritten rules of the organization."

Progrant Strengths
The participants' responses varied when asked to identify their program strengths.
One participant reported, "'We have a great tool

kit and a flexible program that can

accolnmodate any employee's developmental needs." Another comrnented, "'We offer a
program that is cost-effective because all program elements are facilitated by our HR

staff." A third participant

stated that his company had developed a focused and well-

thought-out vision. He said, "It is critical to understand the business strategy and align
the leadership program

initiatives. Executives need to help define the unique leadership

29

competencies that

will

create a competitive advantage for the organization. Once the

competencies are identified the gaps of the cunent leadership need to be assessed. It is
an ongoing process because the business evolves."

A participant shared with me that her

leadership development staff was creative and leveraged technology to deliver programs.
For example, they held a virtual forurn with high potentials around the world, and even
had virtual breakout sessions. Another participant responded, "Our strength is that our

program is prescriptive, which is what is needed in our culture." One respondent
believed her program's strength was that it was easy for managers to understand and

implement. Overall, there were six different strengths identified among the l1
companies.

Measuring Program Success
During the interviews, the participants were asked whether they measured the
success of their programs. Most of the respondents would prefer to evaluate their

programs, but did little in this area because of limited resources. Some participants
expressed the view that their senior management intuitively understood the value

of

leadership development programs and directed them to focus their lirnited resources on
program design and delivery. By contrast, one leadership development professional said,
"'We are not able to offel a program element unless the Return on Investment had been
proven to senior management." In some companies, program participants were asked
after completing a development activity whether it had positively affected their job

performance. Some companies conducted a qualitative evaluation by defining

a

successful outcome upfront and then evaluating the outcome at the completion of the

program. Some leadership development professionals were using metrics to evaluate the
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success of their programs, such as measuring the retention rates of their high-potential

employees. Overall, the participants desired to measure and evaluate programs illore
extensively in the future

if funds were provided.

Trends

During the interviews, the participants were asked about the future trends of
leadership development and their responses varied. Some professionals expressed
concern about the aging workforce and how that could result in a shortage of talented

leaders. Other respondents focused on leveraging technology through virtual mentodng,

virtual leadership forums, and on-line learning. Another respondent commented,
"Generation X and Y employees are demanding more developmental activities to further

their careers, and this could impact our program." Some of the participants expressed the
opinion that action leaming will become more prevalent in the near future.
Advice to Companies Initiating a Leadership Det,elopment Program
The participants provided useful advice to companies initiating a leadershipdevelopment prograrn. One respondent said,

"It is critical for the leadership development

organization to create a strong business case and receive commitment from the CEO and
senior management team before proceeding." Another respondent suggested creating a
Leadership Development Steering Committee that would review program initiatives
before they were implemented. One participant said, " It is key to customize a program

to a company's specific leadership needs because leaders are not vanilla." Another
participant advised evolving slowly and going where the energy is, since it will vary
depending on the culture. One of the participants shared with me that she was successful

with her program because she piloted every single element before

a mass
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implernentation. Another leadership development professional said a program would
succeed

if

the processes were kept simple. She added,

"I do not require

managers to

complete nufilerous forms or participate in lengthy or tedious processes." Another
professional commented that spending a lot of time contemplating the program's vision
and integrating all of the program components is

critical. A final suggestion was to

facilitate programs using in-house staff to increase credibility with management and be
cost-effective. Eight of the professionals offered advice and it varied as reflected above.
Progrant Execution
Even though the

1

I

companies offered similar program elements, their

management varied on how they executed their progralns. Staff size, budget, available

technology, executive support, culture, age of program, use of external vendors, and staff
expertise influenced execution. Some cornpanies executed well, while others had
experienced failure with a few of their program elements. One professional in his

interview said, " Most companies offer the same leadership development elements, but it
is how they execute their program that affects the success of their program."
The companies varied on how well they executed their programs. Five of the
medium-sized companies were more diligent about facilitating quarterly talentdevelopment discussions and holding managers accountable for developing subordinates,
whereas three companies only held annual replacement-planning sessions. Seven
cornpanies had developed a well-thought-out strategic vision and integrated the program
elements with the vision and with each other, whereas four programs were more

fragmented. Four companies had developed a generic program based on external
matedals, whereas seven cornpanies put lnore effort into customizing their program

)L

elements to respond to their specific leadership gaps. Some of the cornpanies also

received more support from their senior management team, which had a positive impact
on their execution.

Description of Pragranx Elements
This section describes the leadership development program elements offered at
the 11 companies.
360-degree Feedback

The l1 companies all used 360-degree feedback as part of their leadershipdevelopment program. However, their processes varied for this element. Eight of the

11

companies offered 360-degree feedback to selected employees. Some of the companies
offered this component to high-potential employees while others offered it to employees
whose managers requested the service and were

willing to pay for

it.

Two of the

companies offered this component only to employees who were at or above the director

level. One company offered it to all its managers. A few companies offered an in-house
seminar that included a 360-degree assessment as a parl of the cur:riculum. One
professional commented, "360-degree will not succeed

if it is not supplemented by other

program elements such as coaching or mentoring."
Coaching

Formal coaching was utilizedby nine of the 1 1 companies. Formal coaching was
generally used on a selective basis because of the high cost associated with contracting

with an external vendor needed to provide that service. In most companies, the
individuals selected to receive coaching were typically high potentials and/or senior
managers. One professional said,

" Of all our program elements, we are the most
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selective when it comes to coaching because of the high cost. However, for the
employees who do parlicipate in coaching, the results have been impressive." The

typical time period for a coaching engagement was three to 18 months, with six to 12
months being the most comlnon. The professionals interviewed valued this program
element because the employees being coached become aware of their developmental
needs in a safe environment.

Job Rotation

Only two of the 11 companies offered job rotation as part of their leadership
development programs. Those two companies rotated new college graduates between
various positions for a two to three year period. Overall, those companies believed job

rotation was successful because it provided the new graduates the opportunity to explore
various positions and gain different experience in a short time.

Formal Mentoring
Three of the 11 companies offered a formal mentoring program to their

employees. Most of the leadership development professionals interviewed realized the
value of rnentodng, but added that because of lack of resources, it was not typically

offered. In the companies where it was offered, leadership development professionals
would meet with the mentor and mentee during the first session to explain the
engagement rules and explain a typical process that could be

followed. Then it was left

up to the two employees to manage the remaining meetings. One company tracked the
mentoring relationships, but found that tracking took a lot of time. In the companies that
offered mentoring, the relationships would usually meet for six months to one year.

Infonnal rnentoring was much more common in these I 1 companies than formal
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mentoring. Eight of the professionals commented that informal mentoring was occur:ring
in their or ganizations.
Action Leandng

Action learning was the least common program element offered alnong the

11

companies. Two of the companies were cunently in the process of offering that element
to high-potential employees. They had selected cross-functional teams to work on

specific organizational issues and present recornrnendations to senior management.
Three companies had tried pilots in the past, but their attempts were not successful. In all
three cases a vendor simulation had been used.

All

11 companies expressed interest in

offering action learning in the future. The leadership development professionals stated
that if they offered action learning, however, they would customize it to be specific to

their companies, pilot the program, and offer it exclusively to high- potential employees.
Classrooru Trainirtg

All the l1 companies offered classroom training to their employees.

Some of the

companies sent their employees to extemal training, while others facilitated classes or
seminars on site. The seminars facilitated by the leadership development professionals or

HR generalists focused on topics such as change management, coaching skills,
development of strengths, and communication skills. Even though employees and
management frequently request classroorn training, many leadership development
professionals believe that the best development is acquired on the job because classroom

training does not fully capture the reality of most business situations.
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Succession Planning

Although the human resources department in each of the companies worked
closely with management during the succession-planning process in identifying high
potentials and leadership gaps, the processes varied from company to company. For
three companies, succession planning was a once-a-year event, but for five companies,
quarterly meetings were held to discuss high potentials and the progress they had made
against development plans. Three companies had semi- annual succession planning

discussions. Eight of the companies followed the sarre succession-planning process
across all business units, while in three companies, the process varied among their
business

units. Three companies focused more on replacement planning than on

succession planning.

The nine-box, which is used as a tool for managers to help determine the potential
and perforilrance of employees, was used
and

by

10 of the 11 companies. The box has an

X-

Y-axis. The X-axis of three boxes assesses potential and the Y-axis of three boxes

assesses

performance. A combination of Y and X determines which of the nine boxes an

employee will be placed on the matrix and guides companies on the extent of leadership
developrnent that is required for an individual. Four companies provided loose

definitions for potential and performance, five had formal criteria, and two companies
used an assessment tool to determine an ernployee's potential

level. Depending on which

box an employee is placed, determines whether he or she is viewed as a high potential
employee.

Nine of the 1l companies used competencies as the foundation of their program.
The other two companies not currently using competencies were planning on doing so in
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the near future. The cornpanies had defined between

five

and 21 competencies. The

median number of competencies was seven. Some companies used generic leadership
competencies, while other companies used the Lominger card process or external vendors

to define and customize competencies. The leadership competencies differed fiom
company to company. One participant felt competencies were useful for showing
leadership gaps, but he said, "Too many companies spend too much time focusing on and
updating competencies." Another professional created a matrix that identified the
competencies for the company's six critical success factors for the four levels of leaders.
Discussion
Research Findings Conrpared to Literature Review

The literature review did not find any research studying the best practices for
leadership development in rnedium-sized companies. The research focused on large
companies and there were no studies in the review that compared large companies to
medium-sized companies. After conducting the interviews, the findings demonstrate that
the elements of rnedium-sized companies' leadership development programs are similar
to those of large companies. The program components typically offered to employees

include mentoring, coaching, 360-degree feedback, and classroom training. Action
learning is an element that is more commonly found in large companies than in rnediumsized companies. Mediurn-sized companies participate in succession-planning sessions
and develop leadership competencies much like large companies.

From the interview responses, medium-sized companies, in general, appear to
have smaller leadership development budgets than large companies.

All

the professionals

interviewed expressed concern over their lack of financial resources and small staffs.
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Generally, the leadership development staffs of the

l1 companies studied consisted of

one or two individuals. Those companies were able to offer only certain program
elements to selected employees, and executing those elements well was

difficult

because

of their lack of resources.
The 11 professionals interviewed provided rationale for offering leadership
development that was consistent with the findings in the literature review. In addition,
the literature review and the interviews both indicate that large and mediurn-sized

companies are challenged with effectively evaluating their leadership development

programs. Many leadership development initiatives focus on soft skills (interpersonal
skills), which are difficult to measure. Additionally, the medium-sized companies
decided to focus their limited resources on delivering a program, instead of evaluating

outcomes. However, the professionals at medium-sized companies were interested in
evaluating their programs if they were provided additional funding in the future.
Recontntendation

After researching leadership development practices at 11 cornpanies and
reviewing the literature on this subject, a recommendation outlining the best practices has
been developed for a medium-sized manufacturing company located in Minneapolis.

1. Conduct

a needs assessment

of the organization before designing and

implementing initiatives because the program needs to align with company
strategy. Since the leadership competencies of each organization rnay be unique,

it could impact the design of the leadership development progralr.

A. Develop

program objectives after understanding the company's strategy.

38

B. Determine

the effective leadership competencies required for

organizational success, and review the gaps of cunent leaders compared

with those competencies.

C. Maintain this assessment as an ongoing

process, because leadership-

developrnent needs may change as the business progresses.

2.

Select the appropriate employees for the various program elements by using clear
and objective criteria. Define the program offerings that

will

be available to the

different developmental categories, (high potentials, all employees, executive
teatn, etc.) Clear and objective criteria will improve the selection process by
ensuring that employees are classified appropriately and are placed in programs
that rneet their leadership development needs.

3.

Seek the commitrnent of executive

staff. They need to provide funding and

participate by being involved in defining corxpetencies, developing a leadership
strategy that aligns with the business strategy, identifying and approving

parlicipants, and actively participating in developmental activities, such

as

mentoring high potentials, teaching classes, or facilitating action learning
assignments. They also need to promote and support a culture that values
feedback and continuous development. The support of the executive staff is
essential for having a successful leadership development program because
employees

will actively participate in a program valued by executives. In

addition, the current executives in an organization have a better understanding of
what it takes to develop future leaders.
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4.

Create a leadership developrnent steering committee that

will review program

initiatives before implernentation so that issues or concerns will be addressed

prior to execution. By having a steering committee, the members will promote
greater buy-in of others upfront and fewer unexpected issues

will

arise during the

implementation phase.

5.

Design and develop a program that involves multiple elements that are integrated

with the vision and each other so it is not fragmented and results in not filling the
leadership gaps. Developmental offerings should include informal and formal
mentoring, performance coaching, 360-degree assessment, action learning, global
assignments, across-business unit rroves,
cross- training, and classroom

job shadowing, stretch assignments,

training. The program elements need to be

customized to the organization and be piloted before a mass implementation.
an organization customizes its program, specific leadership gaps

and

if

an organization

If

will be addressed

pilots an element, most issues will be discovered before it

is rolled out to the participants. In addition, the program should not emphasize

classroom training because the best development occurs when employees
experience new assignments with the help of coaches and mentors.

6.

Conduct a succession-planning process, not a replacement-planning process,
because succession planning focuses on the future needs of an organization.

Provide a succession-planning tool, such as a potential/performance nine-box with

formal criteria, to help managers determine their employees' development
categories. The nine-box will ensure that employees are classified appropriately
and thus receive the needed leadership development. Hold quarterly sessions to
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discuss progress made by employees against developrnent plans to motivate
ernployees and managers to complete those plans.
7

.

Have the leadership development professional become cerlified in leadershipdevelopment prograrrs so in-house facilitation may occur, which will lower costs.

B.

Create a network group of leadership development professionals in medium-sized

companies, and meet on a quarlerly basis to share best practices. The infonnation
gained fiom benchmarking is valuable because an individual is able to learn from
the experience of others.

9.

Specify evaluation criteria and,
metrics (e.g. percentage

of

if

possible, develop leadership development

leadership development participants who reach

performance goals compared to non-pafiicipants, retention rate of high potentials,

promotion rate of high potentials). When the results of program elements are too

difficult to measure quantitatively, a successful outcome should be defined

up

fiont and a qualitative evaluation should be done upon program completion. The
evaluation step is critical to a leadership development program because executives
value metrics and quantitative results. Additionally, programs may continue to be

improved if programs evaluations are conducted.
10.

Incorporate leadership development responsibilities
expectations, and teach managers how

rnanagerial job

to develop employees. If development

responsibilities are built into job expectations, managers
duties are

into

will

rcalize that those

critical. It is important to teach managers how to develop

because many are

employees

willing but do not possess the skills. Reward managers when

they do it well because it reinforces the behavior an organization desires.
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Implications for Other Medium-Sized Companies
The above recommendations were developed for a specific medium-sized

manufacturing organization that currently has a limited leadership development program.
Some of the steps in that recommendation may not be needed for a company that already
has a more extensive and sophisticated program. However, many of the

recommendations do apply to any company, including assessing leadership gaps on a
continuous basis, developing a customized program, receiving executive support,
selecting the appropriate audience for program elements, and executing well. Mediumsized companies may not be adequately prepared to compete in the ever-changing
business environment

if they do not invest in a leadership development program

based on

those best practices.

Contribution to the Understanding of Leadership
The purpose of this research project was to study the practices for leadership
development in medium-sized companies. The findings of this study provide a greater
understanding of the practices occurring in medium-sized companies. This study is also
one of the first that I am aware of that focuses on the practices of rnediurn-sized

companies. The findings and conclusions of this research project will benefit mediumsized companies because they do not have the scale available in large companies to pay

for leadership development initiatives. It is hoped that this research will give those
companies greater insight as to what leadership development initiatives are practical and

realistic for them.
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Research Study Limitations
One limitation of this research study is that the sample size was small.

Conducting interviews was time-consuming, so the leadership development professionals
at only

l1 companies could

be interviewed. Future studies should include alarger

number of companies. Another limitation is that all the companies in the study had
corporate headquaders located in Minnesota. Future studies should include companies

with headquarters in other parts of the United States to ensure that geographic location
does not affect the results" The final limitation of this study was that the researcher

interviewed only leadership development professionals. Future studies should focus on
investigating the perspectives of others involved with leadership development efforts,
including executives and program participants, because they may have beliefs that vary
from the leadership development professionals.
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Appendix A- Sample Interview Questions
a

Why do you offer a leadership development prograrn?

a

Do your efforts align with your company strategy?

e

Is your program based on competencies?

t

What are the components of your program?

t

What are the strengths of your program?

a

What trends are you observing?

a

Do you measure the success of your programs?

a

Do you have advice for companies initially developing a program?
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Appendix B-Sample Consent Fonn
Best Practices of Leadership Development of Medium-Sized Companies Consent Form

You are invited to be in

a research study of the best practices of leadership development of medium-sized
companies. You were selected as a possible participant because Sue Bergstrom of HR Connection referred
your name to me. I ask that you read this form and ask any questions you may have before agreeing to be
in the study. This study is being conducted by rne as a parl of my rnaster's ploject in Leadership at
Augsburg College. My advisor is Dr, Steven Manderscheid.

Background Information:
The purpose of this research is to conduct

a

comparative study of the best practices of leadership in

mediunr-sized cornpanies.

Procedures:
If you agree to be in this study, I will ask you to participate in a 60-90 minute interview.
Risks and Benefits of Being in the Study:
There are no risks or direct benefits if you participate in this study

Confidentiality:
The records of this study will be kept confidential.

I will be presenting the results of this study at an
Augsburg Colloquium and a copy of the final report will be kept at the Lindell Library at Augsburg
College. If I publish any other kind of report, I will not include any inforrnation that will make it possible to
identify you. All data will be kept in a locked file at my residence, orrly rny advisor, Dr. Manderscheid, and
I will have access to the data. If the research is terminated for any reason, all data will be destroyed. Raw
data

will be destroyed by December 31,2Q12.

Voluntary Nature of the Study:
Your decision whether or not to participate will not affect your current or future relatiorrs with Augsburg
College, or the researcher. If you decide to participate, you are free to withdraw at any tirne without
affecting those relationships.
Contacts and Questions:
The researcher conducting this study is Beth Hanzal. You may ask any questions you have now. If you
have questions later, you may contact me at 612-623-6649. My advisor is Dr. Steven Manderscheid, 651603-6246.

You will be given a copy of this form to keep for your records.
Statement of Consent:

I have read the above information or have had it read to me. I have received answers to questions
consent to participate in the study.

Signature
Date
Signature of Researcher
Date

asked. I

Augsburg College
Lindell Library
Minneapolis, MN 5546*

